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ceased to exisf, who would miss 1t?l/Mgre'existence is insuff?cieg;
rationale for forced survival. :
Responsibility for resource procurement must be preceded by dbsolute
‘assurance that all measures for the conversation and utiliZatiph of exist-
ing resources is maximized. Qur wpy of life is challenged in/every direction. .
The risks of luxury must be 6e1anced against the costs,of'neéessity and
proof of utility. Deep concerns mandate thoughtful, studied actions.
Policy boards must be assured of absolutt needs through horest, thorouéh
staff -perparation for ‘clear background documentation leading to tough
* impersonal decision makingf ' | '
In this age of uncertainty ‘there are no short cuts to fiscal viability.
Boards will be called upon to make difficult, unpopular decisions. Before,
" those decisions are made, the board has‘a'right to expect of itself and its

+ associates within the institution arefu] consideration of certain essen-

tial preconditions. Implementatio, ‘of these precond1t1ons will strengthen
seeks to prove that it has earned the
support it seeks. In summary.foym, there are 9 preconditions for fiscal

procurement responsibility whetjer from private or public sources or both. ' . \\\

the confidence in management as i

RESPOJSIBILITY ‘1. Rés pnse. Not Reaction. ,As a general opservation,
policy-boards just sirply d9/not provide themselves ample opportun1ty "to
discuss among themsélves ipfiormally or thoroughly economic, soc1a1 and
demographﬁc forcks, issueg, trends, and-data as these apply to their insti-
tution. In th huss1e d busste of getting through agendsa real 1s§ues
- and constra1nts wh1ch méy be apalyzed in open d1s¢uss1on are seldom con-
fronted. To the extent humanly possible a11 pressures and strains khat
may be felt by the institution must. bé}ant1c1patéd in advance, stuu1ed
analyzed, and weighed in terms of academic, human and fiscal impact. 0n1y'

then can vidble options for choice be identified and evaluated.
One public university found itself in increasing disfavor with new
legislators whereas for decades before th¢ institution was favored and
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received more than adequate financing. ‘Someone forgot to analyze the
nature of the composition of the 1egis1ature No longer were its members
farmers. Suddenly they were attorneys - not specific benef1c1ar1es of

&

g )

the institution's services.
Boards and 1nst1tut1ons must p]an for f1ex1bi]1ty to be. respons1ve
rather than reactive. In too many cases crisis p]ans and crisis budgets
Hgve become standard practice:, Too many boards are satisfied to be
custodians of the status quo. Some are insulated or.isolated frem the
_reality of present or future dangers. Some are 1nundated by 'so much |
paper that major issues remain vague or hidden. Sofe boards are apathet1c
enough to 'Tet Gearge worry about it.' George is usually the president.
Most boards do not,schedule the time or the occasion to talk as board
members among themselves. ‘
Board members have no e;cuse for being less than totally informed
about the institution they hold in public trust They have the right
@nd the obligation to requ1re the chairman, presTdent and senior staff
to keep them informed of.current and prOJected roblems and opportunities
- /at the 1nst1tut1on No less important should pe the efforts by, every
key issues”and forces that

member of the hoard to initiate learning aboy
will effect that trust, input which should gome from the institution,
from organizations such as the Assdciatibr of Governing Boards and from
personal reading, study, and reflection. " '

‘ Some acute observers of the modern/scene ho]d that societal change

is now occuring im 90 day cycles. Eyen if this Judgment is somewhat

to anticipate that campuses and the

extreme, 1t is clearly not too soo
teaching/learning processes as wg know them may become obsolete within
co]]ege

sthe 1ifétime of students now i
" Thus boards and presidefits have an inescapable joint respons1b111ty
to share information and

oncern for what will be not only for what is.

(In this connection,.can” you recall the agenda from your last board meeting?
Did it follow Park1 Son's Law of Trivtality? "...the time spent on any

item on an agen W111 be in inverse proport10n to the sum 1nvo]ved7“

You need only

1nserttother words for ™sum" 1ike “policy 1mportance.

4
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Preparation for the future begins with the guardians of that future
who are responsible in law for the management of institutions - an. obli-
gation calling for no less and perhaps more personal integrity than cne
can be expected to exercise in the management of ohe's own business\QE
personal Tife. PN

RESPONSIBILITY #2. The Chief Executive. Policy boards must assure
and reassure themselves that they have the best possible chief-executive.
This is not, the time for board complacency resting in idle self-assurance
that 'we have a nice president.' Nice presidents finish last withteice
. institutions.

President$ should be management irritants to their boards. They
must assiduously educate(board members objectively and persistent%y
about present and future issues as they see them and in realistic, honest,
even harsh terms. Too often presidents' relationships to boards are at
1eest tolerant; at worst feudal. Too often more effort is expended to
protect presidential turf than in motivating and facilitating dedicated,
invaluable wise decision-making by boards in Eontro1. '

Yet, great tribute and honor must go to those presidents and
officers whose leadership and art of management far exceed public inow1edge.
Their developed skills in managing the internal affairs of curriculum,
services, facilities, faculty, and staff for ever-greater relevancy and
utilization in the face of great odds too often goes unstated and unre-
warded, We are heartened by the Yemarkable ingenuity of some administra-
~tors in devising processes, methods, and means for assuring quality in
teaching and learning, research, and service. Policy boards are generally
unaware of these attributes of officers, staff, and faculty within their
own institution. This makes it most difficult to identify gnd reviard
constructive change and penalize the opposite.. .

1

1]
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RESPONSIBILITY #3. Academic Deficits. Policy boards must assure,
theméé]ves that %%eir institution has a valid, objectiwe, studied master
plan continually up-dated. Without such a blan,‘how<1s it possible for
boards to evaluate adopted policies, (ev1ew and felate financial requests,

ana]yze the effectiveness of services, and approve financial programs?
Without this knowledge, previously planned and approved programs and
" services gannot be related to proposed bydgets, leaving boards unaware
of the riﬁks of an academic deficit even before the consideration of
financial deficits. The academic and student divisions t%rough policy
board committeds on academic .and student affairs, should present their
budgets on what it really should cost to provide advertised objectives.
Then boards can decide what they must 'settle for' in both budgets.

The necessity to secure resources must first dependﬂupon what pro-
grams and services’ the.institution is seeking to offer its students and
constituency. .These activities should be the first concerns of board
academic and student 1ife committees. Instead, we find most of these
committees the least active,,least informed, and least concerned of ’
all board committees. Yet, in their hands rests the issues of purpose
and functions that in the end will determine the inhstitution's future.

The academic committee shou]d be respons1b]e for’ the master p]an and

all its elements, 1nc1ud1ng the preparation of an academic budget of )
necessity at the same time others are preparing financial budgets. The .~
student Tife committee should be continually responsive to assessing o
changes and costs in student 1ife and student service requirements.

They should be prepared to respond to alternative oftions and examine pro-
posed changes in terms of costs and risks on behalf of quaiity education,
student services, and public services. Only with such input. from the
board level can finance committees operate effectively and comprehend -
projected costs and benefits. In short, finance committees should not

set academic policy, but without academic budggté there is no alternative.
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In the future, the accumulated academic deficits of institutions
in terms of failure to meet high priority goa]s and objectives may be /
far more damaging to academit¢ validity than unbalanced budgets. Po]fcy
boards must know the true,dﬁmens1ons of the academic risks and the aca-
dem1c costs often inherent Jdn budgets balanced for “financial appearances

Few do.

|
S

~——

RESPONSIBILf%Y #4. Management A sdranceL Policy boards have a
right to assure themselves of effective and efficient programs through
‘gf o the retention of specialigts,’ ' ' '

/ Most institutions have outstand1ng1y competent staff who, through
the presidents serve the board and the 1nst1tut1on with great concern and
dedication. But boards can on]y de]egate authority not responsibility
fok'management Seldom do boards seek objective assurance that the ins

tution is well managed.-
' " Most boards rest on prepared statements by staff officers all of:
ih One college has:

. which are self congratu]at%ry seldom self-immolat
recently adopted the following by-law which we recommend as consistent
w1th board respon51b111ty It should be an example for all 1nst1tut1ons

~
N

"Periodic Review of the College. To assure that
every aspect of the management and operafions of the.
college is being performed with due effectiveness and
within the general policies laid down by the Board, there
shall be conducted a periodic audit and review of the
state of the college, emphasizing progress toward major

_ goals and objectives. At least once every five years 4
’ there.shall be an evaluation of: (1) the- -genéral
mandgerent of the institution with special reference
to the office of the President and the chief adminis-
trative off1ces, (2) the educatignal program, including
faculty and student affairsy (3) fhe-business affairs
e and physical plant and grounds management; (4) the
. programs for public relations, resource“@eve]opment and
financing; and (5) the Board operation and trustee i
effectiveness. The review and evaluation shall be . //
conducted or authorized by the Board as it deems .
appropriaterand reported to the full Board. Trugtees




-7-

and Board committees shall be ‘involved as appointed'.

) or directed by the Chairman of the Board following
consulation with the President." ’ P
////” te boards Znd government agencfies surround themselyes constantly

c3$ the most promising of all possible options. Policy boards taking
such steps both complements and compliments the_ chief executive, and the
senior staff and va11dates standard or special operat1ng procedures.

Attempts by we]] -meaning bq;?d members to loan otherwisé able manage-
ment executives, who are inexper1enced in the human and procedural nuances
of higher educational institutions, can be painfuTTy counterproductive

~and are seldom benef1c1a1

Instead, resource persons of proven compet&nce and effect1venes§ in
the educational field and in. the-matter. under consideration should ée made

jlable to the board, its cow:1ttees, and the senior management staff

as appropriate. //

RESPONSIBILIT? #5. Findncial ::ikons Shifting resource bases
require constant a1ertnesg/d%d 1n+erpretat1on No one Can rest assured
that present sources are permanent]y certain. THe re]at1o~sh1ps and impact
of tuition and fee changésﬁ gift and grant ;ommitmehts and expectancies,’

investment income, auxiliary enterprises, collateral entgdrprises, and

e tender variables sybject to bgth consumer response

public sectar suppdft
and public policy. N
Large institutigns usually have expe/}enced trajned planning.
spec1a11sts constantly studying options, models and statistical impact.
Small institutions/must rely upon commer1ca]/research/profess1ona1

[o—

specialists to ana]yze and project their options. EOme associations offer ' ,

//tﬁ1s valuabte service.

F1nanc1a} managers, business off1cers, andxf1nance committees have
n economic po]1cy and ma(ket

new resources are being cregfed whether in the public

// a most ardu;ys responsibility as strategists

1> *tqae\ Wh

r sector or Hh private sector, alternate

major %1 S

pt1ons must 1nc1ude plang/for

1es with financial 1mp11cat1ons
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. RESPONSIBILITY #6. Staff Ingenuity.. Pplicy boards must be assured
that staff capabilities, programs, and procedures exist to maximize .

potential financial response from constitueﬁ%s whether. alumni and parents;
local, state, or federat governments; business of foundations.

Publicly assilted institutions, faced Wﬂthwsharing priority alloca-
tions of public funds to meet other social ééncérns; have found the
private sector to be responsjve. Last year ﬁrivate sector supporﬁ to these
instjtutions increased 60%. Why? Alymni, pérént§'ahd friends were asked
for support in substantial -terms which squoft was there all the time.

The Los Angeles Cohﬁunity College District has two million alumni
mostly within its geographiE’?egion 77% of @hom did not seek further e
v SO hﬁghg;,education. This cpnstituéncy 1iterally Has been overlooked for
both financtal and other support purposes. B ’ '

Similarly, independentwinstitutidhs found the public sector respurces

/}

™~

" to be responsive to their historic, ‘unherglded, and substantial sepvices
to the pub]ic at lorge. These ifstitutidns found that they had a highly -
motivational case which councilmen, co?missipners, assemblymen, and
legislators could no 1ongerlignbre..i jﬁ o

In the past five years many states havg/déve1oped\formu1ae to assist |
substantia]]yuindepcndent institutions. - Such allocatians may increase.

The exploraticn of support markets gnd constituendies is not a
bu;ﬁﬁegs—as-usua] process for r¢1ation or deve]opmenpﬁofffce'pefsonne1.
}ﬁstitﬁtiona] affairs today requires/éxperiencedi\sopﬁis¢icatgd, execu-
/tiveﬁ far beyond the traditional caéacitie; of public relations personnel.

I3

Too, the programs and processes they study.and recommend must be
approved by and include policy board persoqﬁe1 for project'ng/most-benefit
analysis advocacy and external imptementation. Bgards ca ngz're;t ab-
solutely that delegated authority through the president ;a/spécialized
staff is working to the greatest instituional advantage-until and unless
board members themselves are involved in the process of.p1agping for

implementing legislative ré&lations, private fund-raﬁsihg, and/or

- special tituency rekations. The precise nature of the process for - ..
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each iﬁst1tut1on w111 be quite different. Each jnstitution exists in a

’ d1fferent and un1que env1ronment Yet, each has common/denom1nator
requ1rements for effective implementation of all programs of constituency
education, involvement, action, and support.

L RESPONSIBILITY #7. Constituent Perceptions. Different institutions

\T\ view tneﬁr prime constituents through different eyes. It is increasingly

\\‘clear/that economic necessity is forcing ‘the exercise of options heretofore

‘unexplored to seek and obtain financia] support to assure survival if not

/sector is now'being"accommodated.' For public institutions; the private
sector is a rich target for' ‘new money. )

Public Institutions. Policy boards must analyze the best possible
posture for their role in estab11sh1ng re]at1onsh1ps, communication

e

and staff There is no one who can C1te any one process best for all
institutions. There is one exception: counc11men, regents, commissioners,
assemblymen, and legislators and Congressmen just simply do not have the
opportunity, or enough oppo$tun1t1es, to. see the campus 1n action as
spectators.vb They are usually invited for speeches, arrive late and re—/f
treat early. This is not fair to them nor to the institution. Efforts
must be made for key persons to see the campus as it is, including un-
hurried 1nterchange with students and faculty. '
' " The creation of foundat1ons or'trust' entities greatly encourages
/private sector motivation for gift, grant, and planned gift support.
Where constituencies are 1arge ifisnumbers, selective programs .are required
for gréatest income product1v1ty at least cost while maintaining good
. relations generally. ‘1 i ' ’
JE _ Independent Inst1tutions Po]%cy boards must be assured that public
 sector leadership - those who are 1nvts1b1e as we]] as those who are
. visible - are recognized and treated as a d1st1nct,1nst1tut1ona1 con-
stituency. A special program of educatien, communication, involvement,

oo

tg guarantee quality performance. For independent institutions the public -
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. and action can be cr;dted'and implemented for key political leaders as
with alumni, civic/jeaders;‘businessﬁén, or foundation leaders. These
institutions must be careful that annual or special fund support requested
is consistent with the motivational case for support and in terms of the
capacity of the resource whether- pub11c bodies or individual prospect1ve
dopars
~ " Church Related Institutions. Pol1cy boards are often chiefly ecclesi-
ast1caI qu1te intrpspective, and susp1c1ous of generous financial support
from bbth p‘b11c aJS private sectors lest some of -their .'power' or ‘control’
be jeopardized. VYet, perhaps the greatest power of deterrance lies within
the profincial orparcchial mentality unwilling to consider and adopt policy

S

guidedines to preserve ideals, concepts, or controI‘preferences. Such
bogA'ds must be cognizant of risks for survival and risks of profiessions
f-quality and serv1d without strong counterba]ancing programs of out-
standing Ieadersh1p é?I1stment, recruitment of outstanding, chief execu-

“‘tives, and obta1n1gg outstanding support from church constituents as well

Iess stat1st1caI -more emotional, Iess m6t1vat1ona1 to the public generally.
/ /

L.

' RESPONSIBILITY #8. Tax ImpIications. There is/ﬁuch giscgssﬁ6;/of
" tax reform measures at all government 1®vels. No one is “against tax refo m
~per.se. Yet, under the guise éf the label appears an invidious attempt ’
to nationalize education contrary to our heritagd of self-determination
.of rights and privileges. The prospect of severe curtailment of philan-
thropwc gift procedures, while aimed at 'the r1ch', affects in far greater
_ measure middle class eitizens who are modest stockholders and holders of
\\reaI property assets. Too, it is obvious from 'massive federal assistance
.programs that federal distribution of funds really benefits most those
who are hired to distribute such funds - not the average recipient of

services nor the institutions providing such services.

as alﬂmn1 and parents Here the man§gement exigencies are far more compIex,

\




r‘//

personal and/of institutional views with poSitite, politically persuasive
arguments fo retention of present gift and estate tax-proyisions. 1In
1973, $26.% billion were given to our Nation's ph11anthrop . organizations.
0f that - wmount peop]e - individuals like you and me - gpé)t

86.5 percent. ) o
/ 0f thay percentage, 14 percent was provided by bequest :

_Even with these

s

hgs ben,j}tfed them substant1a11y Such examples snould be documented and
zineTUHEd in s¥;%1e, d1\ect presentat1ons to State and Federal representa-

the absence of policy board mem%g@s actions, the defense 0
mission to a national policy qf{educat1on fore1gn to our pational/heritage.
Ay present gjft tax oroced;;fiamﬁfﬁtg1n, po11cy boards ' st ‘press for
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